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the exanple of communications training in particular, is
continuvous and utilizes recognized techniques-—interview,
questionnaire, test, expert opinion, observation, informal
and formal fcedback, and cumulative adminictrative recorvds,
It nust also be admitted that component-conduclted training
per sce lends itself more ecasily to evaluation becausc,
frequently, the knowledge and - techniques a recipient of
training in this arca is required to -assimilate and usne
(for example, the oporation, maintenance, and repair of
communica Llonq equipment, data processing, and photographic
intcerpretation) can be moqsurod readily and acgurately.

o I . e . e »

. —
When training nceds cannot be satisfiied internally, — R
it is necessary to utilize oulside sources, either Govern-- o
ment or non-Government, and OTR has overall responsibility e
for the managerent and administration of the resultant B
external training program. OTR's Junction in this respect e
entails reviewing and processing requests for ext:ernal A
training .in accordapce with Federal law, Agency regulations, Dl
" budgetary considerations, and Agency neceds, It _screens et i g
reqgquests; coordinates nominations and cnrollments; handles .
security and cover requirements; prepares travel orders, Rees oy
tuition/travel advances, and reimbursomonts; and cortifies _ﬁ‘i
Q;llln . and involces  Lorx paymenti It docs not, however, T
maintain the ngency-wJom training records and coest data Y s
{(vhich are collected and compiled on the component level and N L
scattored amony at least 52 differcnt offices or divisions) R S
which are gcnerated by implementation of the external train-
ing prograngl Hot surprisingly, this results in rather ey
imprecise [fiscal recordiiceping and complicabtes the retricval et
of such data. -
The Investigative Staff recommends that CIA reevaluate oo
the entire c.ubznal training progranm, panrt 1cuqu1§ tha o
managemnent and execcultive development arcas wherein collegoes F‘,L
and univeraities arc relied upon heavily to provide careor- :
cnuancing courscs.  Many Agency coxoecubives contend that the W
measurenant. and evaluation of managcment and exccutive
developiment programs, in the exteLnal trakning area also, S
are, at best, extremely difficult, if not iwmpossible; | SRS
nevertheless, in some instances, they question the payoff
to the Agency for the anount of resources being invested. TREAREH
One CIA official felt that external managemont and ) ’ :
exccutive development courses are "too profit-oriented” and N
suggosted thal CIA conduct its own management training. - .3
Another official considerced such .outszide courses to be e
"too busincus-oricented." A third Agency representative,
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measure the bencefits which might be forthcoming, "assumed" self-

participation in external managenent trainiag. -

improvement or value to the Agency naturally follows from mere 9

Until Agency-related value and benefils can hbe better
demonstrated, hopefully through the already recowmended in-
depth analysis and continuols evaluation. of suparvigsory and
management Lraining courses, it is the Investicgative Staflf's
belicel that participation in external Ranagement and exccutive
development courses be substantially redaced. -

e e e

One CIA official expressoed mixed feelings concorning
attendance- at military-sponsored schools and war colleges,
Such training €dn"broaden one's total professional perspedtive
and can” lead to the development of uscful work=related N

[

gontacts; however, hd is convinced that such course content
s notin Tine with present Agency needs. It was his conten-

tion that greater use of the Federal Bxccutive Institute,
other Cjivil Scrvice Commission offcerings, and other Deparnt--
ment of Defcnse training courscs would prove nore bencficial

and certainly morc econcmical. ——

iy

The Investigative Staff also recomuends that 0TR be
charged with the responsibility of maintaining all cxternal
training records, including the related cost data, to-insure
thaet onc uniform and resvonsive Liscal system prevalls through-
out the Agency and that all training-related data has a central
locus. ' :

"OTR's respongibility for developing, coordinating, and-

P
conducting instructional programs for Agency perconnel, and
for arranging and monitoring employee participation in non-
Agency training programs, is shared, at lcast in part, by all
of the Rgency's nmore than 50 components. Componenty shaffl,
teach, or arrange for formal training of thelir ouwn porsonna)
when such training can be done noro ccononically and effcctivaoly
and OrMR's identilication with component traininy is in its

"assigned responsibility to review and support all Agency

training activities.

Such a relationship is established and carried out through
a network of closc to 60 training officers—--5 scenior training
officers representing the directorates and 1 training officer
per component within the Agcncy. Few of thesoe perforn as

Mull-time training officers, and tha network, therefore,wis

a loosely knit one and cannot provide the kind of responsible
supcrvision reqguired to plan, menitor, and evaluate a nulti-

-million dollur training proyram,

Xl .
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ttributed to student salaries. Onlj upon ,poc1£1c request
£ the Inves ngalec Stafl wecre ouch indircct costs forth-

:oming,

It is to be noted that, unless otherwisg indicated, the
swternal training cost figurcs mentioned immediately hercin-
Jter do not include student salavies.

In reviewing the Agency's external training proqram
several items were identificd by the Investigative Staflf
shich arc worthy ofl mention, '

Full-time academic training is provided at colleges
and universitics throughout the United States and, occas ion--
ally, in foreign institutions The sclection of an cxternal
training facility should be ba sed on its ability to mcet a
training need cffecctively, cconomically, and in a timely
manner. Other factors Lo be considered are comparative costs,
geographic accessibility, and curriculum content. -

fhe Investigative Staff found instances of external train-
ing which are subject to guestion.

Siswtecen individuals studied business administration at 8
different educational institutions; 14 of those cmployeos -
attended schools in the lMetropolitan Washington arca anad 2
attended schools in Pennsylvania. Related course cosis varied
at the undergraduate level from a low of $439% to a high of
$1,916. ' :

national affairs, and international studies at the graduate
and undergraduate levels at four dificerent institutions.
Aosociated cosbts varied from $563 alt the George losnington
University to $8,175 at Harvard Unwv\LJl'y and $8,895 dL thoe
Anerican Gr"dudtc School for Internatlonal Managemont in
Arizona. Those courses offered outside the “““LOPO]LpQH
Wachington arca, of courase, also entail added costs for
transportation and per dici.  Whatever the JL”‘c1J ch.LlO“lT&QY
be for sclecting a distant training site, as indicated above,
it certainly increases the overall cost of the related i

training.

Seven students studied international management, inter-

As part of the Training Sclection Board programn, 10 "
enployees attended executive managenent development courses
at the follodlng schools during FY 1976: )
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School -~ _Course Cost _Unit _ Unit -
. — , _ : <
University of rittsburgh-—--- -8 wecks .$4,500 $3,066 . $1,314 [ o
Pennsylvania State s - ' s
University~———=smommeie e 4 weceks 2,25C 3,941 1,689
llarvard Univorsity~—~~li~-—~ Lla wocoks 6,000 3,000 1,286 Teama
Cornell University-—-—-- . " § weeks 3,600 5,040 2,160 [W_‘
Thoe data incorporated in the above schedule was obtained ,f '
from the 1976 cdition of "Bricker's Diroct ory offl University e
Sponsored bxecutive Development Prograns The prices quoted o -
above arc for single occupancy and include tuition and meals ; # T
any related Lravcl and per diem expenses would be additions o
to the above costs It was learncd from OTR officials that
nine Agency cmﬁloyoco are scheduled to attend similar courscs F““T
during ry 1977. et
A reView of the 1977 program descriptions made available S
by OTR indicates that the content of the aforementioned {"
executive management developmont cour'ses is structurced for the T
business exccutive and heavily oriented toward: the managenent ”gj
of a private enterprise. In contrast, the U.S. Civil Service gij "
Commission offers executive management developmont courses Cl (A
gearcd to Governuent needs vhich are more cconomical. These H
are offcred at the Federal Executive Institute (FuY), : [7"“"
Charlottesville, Virginia. As offered by I'I, the "SOHIOK " e e o
.EBxecutive Bducation Program," 7 weeks in length, cost $3,080,
and tne 3-week "Exccutive Leadership and Managermont PL07rdm" e
has a tuition fce of $1,300. Tuition for both FEI courses is 5
dess than the 3-week (Hx' fard University excepted) and 7-wveek bawens
unit costs cited earlier relative to the Training Sclection h'f
Board program. During FY 1976, CIA scnt four omployeca to i [
each of the FEI courses mentioncd above at an esitinaied total | Lowone
cost of §$20,692. - . be
The hgency participates in another Civil Seorvice Comuizsion e
prograin cntitled "vducation for Public Managensnt." 4Hhico 9- P
month progyram is ofiferced at nine participating universitics r»l
(Corncll, Harvard, Indiana, iascachusctts Institule of Tech- o
noloyy, Princeton; Southern Califorrnia, Virginia, Stanford, _ b
and Washington). fThis interagoency long--Lerw training progrean —
coordinated by the Civil Service Commission is nolt a degree '
program. It is concidared as an opportunity to usc university T
resources flexibly to promote carcer developmont. tach of
the participating universitics, excepting Harvard, "providzs 7~
a core seminar for "kEducation for Public Hanuu0uonL“ >artici- e
pants which brings them Logctne to [ocus on conmon issuces
. Pt
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‘1n pubJJc affairs and admlnlnLLatlop. However, it is apparcent
from a review of the 1976 "Education for Public Management”
catalog -that actual implementation of this program varics
considerably from one univer sily to anothcer.

Cornell University, for cxample, cncourages participants
to select courses from fieclds of study different frem their
own acadeinic backgrounds or job responsibilitics, and suggosts
involvement in such arcas as aqx:cultuxo, city planning,
computer science, law, ‘psycholoyy, and sociology, to name
but a fem. The Indlun“ UanCI‘lLy program is multidiscivlinary
in nature with concentrations in such areas of public adminis-
tration and public affairs as Linancial managenent and budgetb
administration, international developient administration, and
technoloyy foreccas Llnq anda assessment. Princoton University's
coursces arce designed. around a central core of that institution'
offerings oriented opoC1£1Cd133 toward public policy.

Cin's parL301p tion in the "Bducation for Public Management"
program auxlng FY 1976 is set forth in the following table:

Facility . Pujition Participants Total Cost
Cornell University=-———————- $6,100 2 $22,110
Indiana Universiby—-——me—mela- 5,000 1 9,630
Stanford Uilvolulty ----------- 6,200 1 1?,HOO
Unlvetvlty of Virginig————-—-— 4,000 1 8,690
University of wWashington———- 3,500 1 9,390

includes travel and per dien charges (but does not
salarics of participants), and represents a substoantial invest-
ment of Agency funds. Tn addition, while an enployoe ig receiv-
ing such on-duty, full-timnme training, his services are not
available to the Agency as a productive resource for an coxtended
period of time. )

The total cost of this progranm during Y 1976, $62,020,
inc

14
N .
Lude the

In addition, CIA sends personnel to various military--
sponsored schools and war colleges, including the Royal Collog"
of Defence Studicu, London, England. No tuition chargee arc
levied at such ins stitutions, of cource; however, the travel and
ber diem expenses for Agoency participants at such schools in
the United sStates during FY 1976 ranged from $800 to 55,722,
ber student, and $8,040 per student at the Uni*vd Kianom scehool,
Fifteon cmhloyro part1c1yqted in this program duripng ¥y 1976
at a cost of $45,138, or an averayge cost off §3,009 por studont.
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Flftocn CIA rcepresentatives attended conferences and train- e
Jng scucions during Y 1976 at Lhc Brookings Institution at a e
st of $14,800. “Twenty-two persons attendad various short > e
courscs () to 2 weeks) at the Civil Sscervice Commission's -~

Exccutive Seminar Centers at a cost of $23,350 during FY 1976,
or an avcerage cost of $1,001 pcr student.

Critig uc of External Training ' ' el v

The Invostigutive Staff recommends that CIA reevaluale Ty
the entire external training proqram particularly the manago- e
ment and CkQCUL]VO developent arcas wherein colleges and
universiticdg arc relied upon hcav113 to provide carcer-cenhancing [
courses. Many Agency cxecutives contend that the measurement P
and evaluation of management and exccutive developnmenl prograng ”
are, at best, extremely difficult, if not impoasible; noeverthe- —
1cun, in some instances, they question the payoff to the qu;cy % S
for the amount of resources being investod. b

-

. ‘ .

< One CIh official felt that such outside training courses e
were "too profit-oriented” and suggebied that CIA conduct JUNE
its own management training. Another official considered these
courses to be "too business-oriented." A third Agency R
representative admitted that there is no adeqguate or accurate '
yardstick available to measure the improvement of an individual
or benefit to the Agency which acerues as a result of such e
extérnal training; ncevertheless, he "assumoed' self-improvenant
or valuc to the Agency naturally follows fron mere participation e
in such training. .

Until Agency-related valuc and bonefits can be betiern e
demonstrated, it is the Investigative »szf‘s hﬁliéf that
participation in cxternal managemant and executive developnent RRTER
_courses be reduced. . :

One CIA official expressed nixed fealings concorning attend- U

ance at mllquLY~LD “,ohbo schools and war colleges.  Such )

training c¢an broaden onoe's total professional perspective b
and can lcad to the developument of useful vork-related contacis;

however, he is convinced that such cwnlse-cuagan iz not in [
line with present Agcncy necds. It was his contentijon that i q%lww
perhaps greater use ol the Federal Exccubtive Inatitute, other GJC&Lv
Civil Scrvice Commission offerings, and othcer Department of T e
Pefense training courscs would prove more beneficial and it
certainly more economical. - "

The Investigative Staff also, recc"“-nd' that OTR boe charged ]
with the reeponsibility of maintaining all extoernal tvaining =T
records, including the related cost data, in order to insure
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that onc uniform and responsive fiscal system prevails LhLough—
out the.Agency and all related data.han a_conLra] locus.

-

N,

P. Critique of Overall Tr aJnlng I'rogram

While OTR is responsible for developing, coordinating,
and conducting instructional proegrams for Agency personnel,
it is also responsible for arranging and nonitoring crnploycc
participation in non-Agency training programs. "hiq recopon-
sibility is shared, in part, by all of the Agency's norce than
50 components.  Cowponents staff, tecach, or avrange for fornal
training of their oun per rsonncl when such training can be aone
more economically and eoffectively. OiPR's identiflication with
component training is in its assigned respons ibility to
review and support all Agency training activitics.

Such a relationship is establisfjed and carried out thrvough
a noltwork of close to 60 training officers—--5 scenior training
officers repreosenting the Offiice of the Director of C.huldl
Intelligence and Lho-4 directorates, and 1 training officer
rcprcsonting cach component within the Agency. Few of those
perform as full-time training officers, even on the dircctorate
level, and the network, thereforce, 1s & loosely knit onge and
cannot providce the flnd of reeponsible supervision requirod

to plan, monitor, and cvaluate a multimillion dcllar training
program. ' i '

The fJVc senior training officers, for example, spenc ]
varying amounts of timoe on training matters. The senic: \
training officer in the Directorate of Opcrations is a full-
time position. The remaining four so-called senior tralning |
officers, however, spoend only from 5 to 20 perceant of their }
tine in fulfilling their training respo““,nwlltwcu. ‘Since }
September 1976, the scnior training officers have becon meeting !

monthly with QTR--one senior training officer smilingly notod
the coincidence of the initiation of such mectings with the
Investigative Svaff{'s assigned interest in the Agency's
overall training progran.

it was learned that, except in the Directorate of 0
Operations, no formal relationship exists between the seniox ﬁ)

training officers and the cowmponcnt training officere.  The
Dircctorate of Opecrations, by virtue of its activitics, 1s in
daily contact with its own componcnts. The Dircectoratce of
Science and Technology uses a meonthly newslcotter as a forrigd
conmunications channcel. No training connmittees have beon '
ectablicshed within the dircctorates other than ad hoco comn-
mittcees. Scenior training officers submit virtually uno tLu]WInq
teports, have no responsibilities at the directorate level to
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arce not involved in establishing training necds. Again, the
senijor trajining officer in the Dircctorate of Operations is
an coxception; he does have ¢xclusive and clearly defined
training dutiecs and responsibilities. Most training respon-
sibilities, therefore, are left to the component training
officcers, some of whom arce full-time (Logistics, Sccurity,
and Comnmunications), while others are, in fact, administra-
tive officers devoting 10 to 20 pceirvent of their tire to
training matters. . :

Several OrR officials have commented that student seloection
for training counrscs, in sone instances, is questionable and
should rcceive closer attention from conponent training
officers,

In view of the magnitude of resources being invested in
Agency training, it would appecar that tighter coordination
and control of the overall training program could be effccted,.
Stronger - lines of communication should be ectablished between
the various segments of the Agency; such cffiorts would help
to assure the establishment of traiming priorities which are
"timely, necessary, and economical, and also cstablish a higheor
deyree of accountability.

One official noted that the Zgency never had to account
in depth for its overall training program and had no reguire-
ment to formally evaluate it., From gratuitous coments offcored
by other Agoncy officials, it also appears that the study
conducted by the Investigative Staflf for the Commitice sparked
an introspoctive leook at CIA training by Agency parsonncl not
previously undertaken. Such analysis and cvaluation should
be continuous and penebrative. -
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